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Abstract

This research effort determined the relative importance
of the overall military compensation package and its individ-
ual features in the decisions of Air Force officers to enter
and remain in the service.

The research approach included the development of a
questionnaire; a survey of Air Force officers in their first,
fourth, tenth, and twentieth year of commissioned service;
and data analyses which relied primarily on contingency
table analysis techniques.

The results include the ranking of ten cdmpensation
features in the order of importance for the time the survey
respondents decided to enter the Air Force and for the pres-
ent. The rankings were compared for differences among the
four year groups, and for changes between the time of entry
and the present. One major conclusion of this investigation
is that the compensation package is of greater value in re-
taining than in recruiting Air Force officers. A second
major conclusion is that officers currently in the Air Force
perceive that the compensation package is of greater impor-

tance in recruiting officers than officers who recently
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entered the Air Force indicate. It was therefore recommended
that policymakers exercise caution when examining attitudes
and feelings of Air Force members. Recommendations of in-
creased compensation for the purpose of enhancing recruitment

could contribute to ineffective and inefficient results.
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A STUDY OF THE RELATIONSHIP BETWEEN
YEARS OF COMMISSIONED SERVICE AND THE PERCEIVED
IMPORTANCE OF THE MILITARY COMPENSATION PACKAGE
TO AIR FORCE OFFICERS

I. Introduction

General lssue

Military personnel recruitment and retention are recur-
ring issues within the Department of Defense (DoD). Even
with retention rates and recruit quality near or at all-time
highs (9:3), the issues continue to receive interest from
top levels of DoD and Air Force management. In his annual
state-of-the-military report to the Senate Armed Services
Committee, General John W. Vessey Jr., USA, Chairman of the
Joint Chiefs of Staff, stated,

Service members are the key to readiness,
and unless these costs [of maintaining
quality personnel] are paid, gains made
in force quality and readiness may signif-
icantly decline. (9:3)
Air Force Secretary Verne Orr and Air Force Chief of Staff
General Charles A. Gabriel expressed a similar concern in a
recent joint posture statement:
Ultimately, our capability as an Air Force
depends on our people. Recent combat has
shown that well-trained, well-led, motivated
people win battles. When a pilot resigns,
when a crew chief hangs up his or her uniform,
years of irreplaceable experience are lost.

The best equipment money can buy will not
carry the day without people. (24:89)
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Experience is a central theme in both of the above state-~
ments. Due to retention problems in the past, it is not un-
common to find lieutenants filling captair ' positions or
captains filling majors' positions. And although it has not
been measured, one might suspect that actions and decisions
of less experienced personnel may reduce the efficiency and
effectiveness of military management and operations. [;iﬂ

There are other factors which compound the issues of tf:
recruitment and retention. First, recruitment demand is a -
function of retention. As retention rates decrease, recruit-
ment demand increases. This increase requires higher recruit-
ment expenses to maintain quality. Second, new personnel
must be trained, and training is a significant expense. For
example, the cost of training an F-15 or F-16 pilot is esti-

mated to be over one million dollars (18:5). w

. . .
SN

Additionally, there are social factors which may soon e
affect the recruitment and retention issues. The DoD is ask-
ing for an increase of 29,900 personnel in fiscal year 1985

(25:3). At the same time, the source of new recruits is de-

clining due to declining birth rates over the last 20 years.

Given a constant retention rate, the proportion of recruits

from the eligible population will have to increase just to
maintain a constant force size. Higher retention rates and/or
larger accessions must be realized to increase the personnel
level. In light of the above factors, it is not difficult to
understand why recruitment and retention remain a concern for

top military leaders.
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Specific Problem i

Air Force managers, desiring to recommend the best com-
pensation package to support recruitment and retention in a i
cost-effective manner and within stringent budget constraints, -
need specific information on the relative importance of fea-
tures of the package to potential Air Force officers and cur-
rent officers at different points in their careers. This in-
formation can affect decision making in the allocation of o

funds within the package. According to Lieutenant Colonel

Barry Barnes, Chief of Officer Retention Branch, Air Force fﬁ
i; Military Personnel Center (AFMPC), Randolf AFB TX, such infor- ::

mation does not currently exist in any systematic form (38).

Research Objective

The objective of this research is to provide information
" on the relative importance of the features of the military .
compensation package, as perceived by officers in their first,
fourth, tenth, and twentieth year of service, to Air Force
policymakers for their use in guiding the formulation of re-

- cruitment and retention strategies. i

Investigative Questions i

The following questions directed the approach to the o
problem.

1. How do Air Force officers in their first, fourth, ?Q
tenth, and twentieth year of commissioned service rank the
features of the military compensation package in order of

. current importance to them?
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2. What differences exist among the four year groups®
current valuation of the importance of the overall compensa-
tion package and its features?

3. How do Air Force officers in their first, fourth,
tenth, and twentieth year of commissioned service identify
and rank the compensation features which were important in
their decisions to enter the Air Force?

4, What differences exist among the four year groups" A
valuation of the importance of the overall compensation pack- g
age and its features at the time they made their decisions
to enter the Air Force?

5. How has the importance of the overall compensation ShG
package and its individual features changed between the time ;ﬁﬁi
Air Force officers now in their first, fourth, tenth, and 2

twentieth year of service decided to enter the Air Force and

the present?

6. Do Air Force officers in each of the four year groups

cers currently entering the Air Force?

Scope and Limitations

understand the importance of the compensation package to offi- ;:;

1. Only Air Force officers' inputs were solicited for T*T
this study. Additionally, only those officers stationed in : .
the continental United States, and currently in their first, i&;
fourth, tenth, or twentieth year of service were surveyed. T

2. Findings are subject to the current compensation
package and the current economic, political, and social envi- :

ronment.
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II. Literature Review

Introduction

This literature review identifies and describes recent
empirical research on the topics of job recruitment and job
turnover, two areas in which the military compensation pack-
age might be expected to directly affect Air Force personnel

levels,

Job Recruitment

Two important variables which have been investigated in
studies on job recruitment are recruiting incentives and
preferences among job factors. Each of these areas is dis-

cussed below.

Recruiting Incentives. Recruiting incentives may be

defined as programs or features specifically intended to

draw individuals into an organization. Most investigations
in this area seek to evaluate the potential of various incen-
tives to produce high recruitment levels. The findings are
mixed.

Two studies (22:255-259) of the intentions of civilian
males 16 to 22 years of age to enlist in the Navy found that

when cash and education incentives were increased in number
or value, no statistically significant increase occurred in

enlistment. In fact, in a few cases increasing the value of




tigators hypothesized that very large incentives may create
recruitee distrust, or that a threshold level exists beyond
which no additional incentives are effective.

A similar study (26:11-14) also shows that a cash bonus
is not necessarily an effective stimulus to recruitment.
The results of an investigation of college students show
that a flat rate salary is preferred over a higher dollar

valued combination of a bonus and a relatively lower flat

rate salary as long as the difference between the two alter-
natives is not substantially large. For 63 percent of the
students the difference was $1300 or greater. It appears
that the mere offering of a bonus is an ineffective recruit-
ment incentive. Its effectiveness comes only from the addi-
tional monetary compensation it provides over alternatives.
On the other hand, studies provide evidence that some
types of bonuses are effective as incentives. Results of a
study conducted by the Center for Naval Analysis (23:9-12),
show that education bonuses offered by the Army have been
effective in motivating quality recruits to join the Army.
After initiation of the bonus program, the number of high
quality recruits jumped from 16,843 in 1980 to 33,978 in
1982. Regression analysis indicated that many of these re-
cruits would not have joined the Army were it not for the

education bonus.

the incentives led to lower intentions to enlist. The inves-
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One inference that can be drawn from the study in the
preceding paragraph is that a potential recruit's intelli-
gence influences his or her response to incentives. This
inference is supported by a study of high school stu\ents
conducted by the United States Army Recruiting Command (21).
This study shows that there are differences in the desira-
bility of various incentives based on mental aptitude. In-
dividuals in the highest mental categories, as measured by
the Armed Forces Qualification Test, ranked financial assist-
ance for post-high school education as their number one
reason for enlisting. Work experience in a job skill useful
in civilian life, retirement benefits, free medical and den-
tal care, and salary followed in the second through fifth
rankings, respectively. In contrast, individuals in the
lower mental categories placed retirement benefits, free med-
ical and dental care, and salary ahead of education assist-
ance and work experience. Additionally, an examination of
preferences of various combinations of cash bonuses, post-
service education benefits, and years of required service
support the distinction between the mental categories. High
valued education assistance was preferred by individuals in
the highest mental category, and large cash bonuses were pre-
ferred by individuals in the lower mental categories.

All of the studies above used potential first time re-
cruits or recruits who had just entered the service. Two

somewhat different studies (16:62-65) asked officers who had
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left and later rejoined the Air Force, or who had been in
the Air Force for several years to indicate their reasons
for rejoining or making the Air Force a career, respectively.
Reasons for rejoining included: opportunity to fly, pay and
financial security, good assignment offer, travel, retire-
ment program, and benefits. The top eight reasons for mak-
ing the Air Force a career are listed below in the order in

which they were most frequently reported (16:65).

Enlisted Officer

Retirement System My Air Force Job

Pay/Allowances Retirement System

Opportunity for Pay/Allowances
Training/Education Promotion Opportunity

My Air Force Job Opportunity for

Security of Air Force Training/Education
Life Security of Air Force

Voice in Assignments Life

Travel/New Experiences Voice in Assignments

Fringe Benefits Travel/New Experiences

Features of the compensation package are well represented in

the 1liste from both studies.

Preferences Among Job Factors. The previous section of

this literature review focused on the influence of specific
recruiting incentives on recruitment levels. This section
examines the relative importance of several job factors or
characteristics which may influence an individual to pursue
or accept a job offer. Of particular interest for this re-

search effort was the relative importance of pay and benefits

among all the other job factors.
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In general, the studies suggest that pay and benefits
are relatively more important than many other job factors.
. Concurrently, some job factors are more important than pay
= and benefits. In one study (37:50-68), job seeking senior

college students ranked, in order of importance, 1) individ-

B SAAA0W

ual development, 2) pay, 3) environmental responsibility,
and 4) fair employment practices on the attractiveness of a

job.

2 PO

In a study of job applicants at the Minnesota Gas Com-

pany (20:267-276), pay ranked fifth and benefits ranked

. AP IO T IR
- 'rj“ e e
e P A R

eighth out of ten job factors. The ten job factors in this

study are probably more representative of actual considera-

tions in job selection processes than several of the factors
ii in the study mentioned in the previous paragraph. The com-

posite rank order of the job factors follows (20:269).
= 1. Security
.‘ 2. Type of Work
- 3. Advancement
o 4. Company
- 5. Pay
- 6. Co-workers
o 7. Supervisor
. 8. Benefits
) 9. Hours
oy 10. Working Conditions
n-
E; Of the many trends found in this thirty year study, two of
;: particular interest to this research are an increase in the -
q. importance of both pay and benefits over time. This study ;gf
j} also found several relationships between demographic varia- :ﬁ
) v
). bles and the importance of pay and benefits. First, as age —_—
: e
X o
3 9 i
»e K
L\: __._’*
- T
3 2
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increased, the importance of pay decreased. Second, single

i men differed from married, widowed, divorced, and separated
men. Their preferences were similar to those of individuals
under the age of 20. Finally, as education level rose, the

i importance of benefits decreased and the importance of pay
increased. This study also found that employees placed in-
creased importance on both pay and benefits after having

I worked for the company for several years. Also, this study

found that job applicants predicted pay to be much more impor-

tant for others than for themselves. As previously mentioned,

pay ranked fifth among the job applicants. In contrast, these

PR e T e

same individuals perceived pay to be the most important job
factor for others.
i One explanation of the differences between the importance
of pay the respondents in the above study attributed to them-
E; selves and to others is the potential for social desirability
i response bias in the self report measures of the job factors.
One study defined social desirability response bias as "a
tendancy for subjects to overestimate the importance to them
y of socially desirable job and organizational characteristics”
" (3:377). This study found that respondents ordered six job
g factors differently as a result of differences in data collec-
E tion techniques. Three techniques directly measured the im- R
‘. portance of the factors and resulted in identical rank orders. ]

A fourth technique (Zedeck methodology) indirectly measured 5;&

the factors' importance. A comparison of techniques' rankings

4
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is shown below (3:381).

Zedeck Others
Pay and Fringe Benefits 1 4
Responsibility and Leadership 2 2
Use of Skills and Abilities 3 1
Autonomy and Independence 4 3
Flexible Hours 5 5
Essential Services 6 6

Inclusion of social desirability bias data (measured by the
Marlowe-Crown Social Desirability Scale) into the analysis
indicated that individuals high on the social desirability
scale underreported the importance of pay and fringe bene-
fits. For those individuals low on the scale, there were no
significant differences among the rankings of the four
techniques.

While pay appears to be an important factor in the
attractiveness of a job, another study (34:103-109) suggests
that it is more important for males than females. This study
observed considerable variation between male and female col-
lege students' work related values. The three most impor-
tant values for males were job security, opportunity for ad-
vancement, and obtaining a high salary. In contrast, females
gave the highest rankings to opportunity to help people,
freedom to use their own ideas and methods, and face-to-face
contact with people. In addition, males indicated that they
required several thousand dollars more in first year salary

than females.
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The above studies all examined the relative importance
> of pay or pay and benefits among several job factors impor-
tant in an individual's decision to apply for or accept a
job. Another study (33:353-364) specifically examined the
effects of variations in salary levels independent of all

! other job factors. The study found that the same job de-

scription was judged differently depending on the range of
< salary available in 6ther job opportunities. For example,
more job interviews were rejected at $11,200 in a narrow pay
- range (where $11,200 was the lowest salary offered) than in

a broad pay range (where some alternatives offered only

e

$8000) . This study also provides evidence that job decisions
are based on a minimal pay threshold, meaning other job attri-

butes are irrelevant until some pay level is met.

Job Turnover

The literature on job turnover covers four topics:

f..
. economic studies, job satisfaction, pay satisfaction, and

e
A

job commitment.

Economic Studies. The literature consistently shows that

economic conditions affect job turnover. Three studies which =

were reviewed examined the relationship between leading ?j

economic indicators and actual retention rates. In each f%f

o "o

= study a regression model of the relationship was developed. ~—
X PR
- In one study (10), economic indicators explained 100 percent T
S
E of Air Force pilot retention rates. A study of Air Force :jf
L =
7
::' 12 '-':
-‘: . :-- . :J
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navigators (8) and a study of Air Force officers in the

28XX, 55XX, and 305X career fields (41) accounted for 87 and
70.4 percent of the variation in retention rates, respective-
ly.

The high percentages in the previous paragraphs suggest
that there is a strong direct relationship between the econ-
omy and job turnover. A study of unemployment influences
on job turnover (35:845-856), however, suggests that economic
factors play a moderating role in job turnover. This study
compared the results of 26 job satisfaction/job turnover
studies conducted over a 30 year period with unemployment
rates and found that job dissatisfaction was a better pre-
dictor of turnover during periods of low unemployment than
periods of high unemployment. Thus regardless of its role,
the economy appears to be an important factor in Jjob turn-

over,

' Job Satisfaction. One definition of job satisfaction is
" feelings of like or dislike of the job" (1:320-321).
Albanese suggests that the major components of job satisfac-~
tion are " 1) attitudes toward work group, 2) general work-
ing conditions, 3) attitude toward company, 4) monetary
benefits, and 5) attitudes toward supervision" (1:321).

Most behavioral studies of turnover include job satisfaction

Y "W R, LT .

as a predictor of turnover. Discussion of six studies which

give primary emphasis to job satisfaction follows.,
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o3 In a study of National Guard members (27:509-517), hier-
archial regression analysis supported the hypothesis that
job satisfaction and career mobility (age, tenure, and alter-

natives) influence turnover through career intentions (inten-

SR SNy

*
tions to stay or quit). These relationships accounted for
54 and 55 percent of the variation of turnover for two differ-
ent population samples.

This last study indicates that there is a moderate to o

strong relationship between job satisfaction and turnover. ﬂ;:
Several other studies have examined the factors which contri- %%;
bute to job satisfaction or dissatisfaction. In one study of iffi

Army officers (5:181-207), pay, organizational control (degree

of centralization), environmental push (number and quality of

PUNONCI AR
Lo AN,

alternatives prior to accepting a job), and environmental

pull (number and quality of alternatives after accepting a

job) were found to indirectly affect turnover through job RO

LR

satisfaction. A regression model of these variables explained e
65 percent of the turnover variation. In a similar study of
Air Force Weapon System Security Specialists (29), equity PR
(promotion, assignments), job challenge, and job freedom iid
explained 27.5 percent of career intentions variation. Note

2 that pay and benefits were not included as variables in this

Bialele il

A

study. In yet another investigation of the factors which

A
~> . .‘

» . . . . N

The variable career intentions is used as a surrogate ?}4

of turnover in many job turnover studies, and it has been N
* )

LAy Y,

shown to be strongly related to actual turnover (36).
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E contribute to job satisfaction (7), opportunity (alternatives),
P pay and benefits, satisfaction with supervisory style, and

. assignment policies were found to be significant determinants
of the career intent of Air Force pilots who left the Air
Force. With the exception of opportunity, these same factors
were found to be significant for Air Force navigators. Re-
gression models explained 11 and 25 percent of career intent
for pilots and névigators, respectively. Although not men-
tioned by the investigators, these low percentages could be
attributed to the fact that the career intent variable was a
measure of career intent at the time of commissioning. It is
probable that career intent changed between the time the of-
ficers entered and left the service.

Another job satisfaction study (39:364-367) focused on
relationships between demographic variables and job satisfac-
tion. Several relationships were uncovered. First, job
satisfaction increased with age. Second, job satisfaction
was higher for those with a college education. Third, job
satisfaction was higher for white-collar workers than for
blue~-collar workers. And finally, Jjob satisfaction was almost
always higher among employees with higher incomes. This study
covered a seven year period (1972 through 1978), and was de-

signed to represent the entire United States noninstitution-

alized civilian population age 18 and older.
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Pay Satisfaction. Pay satisfaction, one aspect of job

satisfaction, was the subject of two studies that were re-
viewed. It is through the pay satisfaction component of job
satisfaction that the importance of the military compensa-
tion package might be expected to be related to Air Force
retention.

In a study of sales representatives (28:484-489), re-
gression analysis results suggested that pay levels have an
influence on turnover through their effects on pay satisfac-
tion, which in turn, influences turnover through its effects
on turnover intentions.

The literature also indicated tha